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utilized will become of greater concern tc the academic community.
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physlcal environment, the resources of the university's plant used .in

eupport oﬁ the academic mission would be more effectzveiy utzirzed.
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S T ABSTRACT

'-45;?“u Coiieges and unlve%SItles haﬁe flve basic r’so'rces;~" -

facul\?< endownent or state approprlatlon, cUltlon, gfants_

-

and contracts ‘and phys1cal plantf ‘0f these, the admﬂnls-~g

r,'ﬁ ’tration anﬂ facuity have pald the least attentlon to the

,

'—phy51cal plant except in te;ms of expans1on.: But now, wrth

few exceptiohs, the exrsting fac111t1es or - space on Amerlcan
h'campuses w:ll have[to house the 1nst1tut*ons needs because

hlgher educatlon 1o longer bas\ nor can it command caprtal

PN

for ‘new constructton. 'fi“: L o o . A

R

; ‘; tutlon s budget (10- 12% is not uncommon) of " Wthh half’ is -

N expended on énéfgi. In ad@dition, the deferred m "ténance_-
of ex1st1ng plant a measure by which many Ins it"f aﬁsg;f

°

balanced their budget or mlnlmlzed thelr deflclts, can no

-

ionger be postponed. Natlonally, an estlmated $22 blillon to:

i

$35 bllllon worth of maintenance 1s;"now due.‘

r .,

Rrstng energy costs and aglng bulldlngs w1ll require

. -

1nst1tutlons to devote an 1ncreasxng share of thelr budget

l

to. the phys1cal piant As space becomes mote expenslve tort'

»

maxntatn and operate, the method bY'Wthh 1t is aliocated

and utilized Wlll become of greater concern ) th ~academic

)

communlty.

’ The 1ssue thlS paperlw1ll examlne i §houid‘indtitu—
..tions'of hlgher educatlon cost account space ‘and ph§s1cal
plant operatlng and maxntenance expenses to thelr aCademlc

.units or programs° Rnd.lf so,. should flscal_responsrbrilty

s




those unlts” . f SR o o

>

It is believed that if acadenlc deoartmencs or col eges

‘were flnanc1ally respon51ble For the*r hy cal env1ronﬂent

~

the academxc m1ss1on would be—more efzectlvely utallzed lﬂ -

Space costlng is'a phllosophlcal base for | cost account- R

1nd1VIdual aéadéﬁic:ﬁn’t of an 1nst1tutlon._ It 1s a décéh;

r‘wrésource allocatlon process..,ft

T

A college or un1vers1ty is the owner of all Institutional
! '
space and may be v1e7ed as the "landlord" of 1ts campus “

IZ

Academlc and opefatl”g unlts within the 1nst1tution may be

-

llkened to "tena ts"'of the unxvers1cy.' Academlc unlts have

costs for that sgace

lnvolvement w1th'the1r phys1cal enV1rcnnent.,

~

The 1nst1tutlon flnanCés: bullds— aﬁd malﬁﬁains the

/ . L. 7 -

bulldlng as well as provides electric*tj, heat; aifcoﬁdition-

;ng; water;‘sewage; %nd other serv1ces. All of thesé'are_“,‘

-

lincluded in the "free réent. TR ' . | :-.;

~ -
»

Space has a cost and that cost is 1ncreas1ng. For -
- \-. 'a~- ‘,

- - : - .o o : .

. . . > . - o - - “

. . - . “ R ’

. . . . . B B . . -
- ' ’ : A ) .
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‘ plant was $3 blillon 1n Ehat year,.or $°63 per full tlme

equlvalent (FTE) stﬁdent Based on rlgures or the Amerrcan

'statement,, | 7. . . ) .4 :/,."" o

ponents of the educatlonal enterprise. 1 *"-b_ ,.'

W,

‘ The flnanclal comm’tment of hwcher educatlonkto rts. N

. ‘ X _w
ex1st1ng plant 1s staggerlng. The -aver rage alue of physwcdl

o 1 s
-_plant for all 1nst1tutlons was $66 b*ll*on In b2/5—76. hThe~

-total amount spent on operatlng and malntalnrng phvslcal P

.
-
*

.Councll of Educatlon, 1t 1s estlmated that 43% or: 5157 of

that amounthas spent on energy.3; From'this rt +s projected.

PN I

»"that in 1977 78 the energy cost per F”E was $ZOOJ v\"j: 'Q%.i

] P . S
’ John Hobstetter, Assoclate Provost for A-caaemi Planning

’

at the Unlverslty of Pennsylvanla, put the 1ssue qulte slmply*"

SRR
"'r

“Space costs money. "He' contrnued,'”Because unlversltles

: have tradltronally funded themr space throuﬂh ch rit ble con-

1
:

trlbutlons, space has come to be regarded as almost a, free

s

good*"4 Whether space has been constr cted wrth publrc or o

pprlvate funds there is a unlversal tru h to Hobstetter s

2

> . X . . . . 5

- . _ " M ° 7;' .
Noﬁ onlj does space cost money*to construc:,fonera_e, and

marntaln, it has value of and by rtselff Space rs like ﬂoney;.

it‘chéﬁéesmhands; Tanglble and: 1ntang1ble.1tens can be hff'

‘ bought w1th 1t - As .pace becomes scarce, 1ts value _n'reasés

L

and more resources must be expended in securrng It.

a
'

: . A N SRR
’ . . R . ) .

ne oL



. >

P

@i , Space is also power and lS theref ore very oolrtwcal; _The

Lo

control of space, as w1th the controlrof'anv resource;_g’ves .

‘portfollo. An 1nd1v1dual who l'se spa'e, régaréiéss>éf the
s, R B

‘ fMalntalnlng,Flex1b111ty o _
The growth.pertod of the l966s and 19705'1§,¢Ger";but iqstitu:

:kenrollments rise and fall with pérceotvo- f f reléﬁﬁloﬁﬁént

power to the controller. “Man’ almost bv 1nst1nct must establlsn

terrltorlal boundarles ln whlch he is safe and has,controlj«

thus my desk" of my offrce. _Once space is gééaféa,:a

squatter s rlght is often assumed .and that right is treated

,l. . , . . . .

- as 1nv1olable. R -

7",
.“* . e

The amount of space controlled reflects, rlghtly or . .

P

’ . : ‘

'vwrongly, on one | 's woxth respon51blllt1es, and 1mportance; ‘It

Y.

can also reflect cunnrng, resourcefulness, and an increasing

-

reason,,ls perce;ved as- havrng'"lost ir. _ _

'0
e -

Itrons are not stagnat1ng.~'By~the1riVéry nature, eolleges and

" — ;,f -

4un1ver51t ’s are in a contanuous process of self transforma-

v
. v - g . ‘a -
. . Y LI, ) ]

S - S
Disc 1pilnes grow, change; and/spin off new ones Socletal

-
needs change, and ﬁlgher educatieh ;s affeeted by the values

fthat student socxety curfently holds as meortant Thus, ’ f\

-~

\

"~3potent1al s Students are sensrttve,to the porentlal joo marnec,

T

'ana.these have 1mpacted.a\ya£ﬁety of prOgrams, such as law,.

: busrness englneerlng, and computer sclente. resultrng in. . o

&

e

-_shlftlng of students between comparable dlSClpllnes. Dec ases -

14

in.onezarea are-not always matched by increases in another bu



-

o .

’thE'e are some 1nterest1ng patterns.{ The o’d questvcn,'fﬁbat f:@

: '_gtan one do wrth a. hrstory degreeg" may have been ansxered by

' Between 1970 and 1975 the number of degrees dranted annuaiiy

5 .

_rn hrstory dropped by 5, 566.v In that same perlod degrees

*granted in polltlcal science 1ncreased by 5, 07O~6. The lay—’

:offs ln the aerospace 1ndustry in the eariy i970s probably

accounted for the dramatlc drop, from 2, 750 in. 1970 to 1, 210

in i§73 7 ln students seeklng degrees 1n that drscrpirne._(f

.Begrees earned however, ln c1vrl eng*neer*ng lncreased from.
: ' ~ ' .
6 520 to 8, lOO in that same perlod 8 As colleges and unrver—»

& il

— oo — o

enV1ronment must change to meet new progran needs.. In per*ods

3

of prOSperlty, changing needs are met by expansron of the

\

physmcal plant Wlth the current shortage or resources and ///(

‘ capltal the words of the vroe-presrdent of admlnlstratlon at

-\

- MIT are very approprlate, "We must 1earn tosturn arpund_wrthln
‘ T R :
- s v fet Lt ;

7 In order to aecommodate these changes, space w1ll heVe to .

'hé.flexrbie; In’ the past flex1ble space was the avant-gardeﬁ,

. f‘-

-i'appnoach to bulldlng facrlltles. '71 fhie space_xoday;needs

h'to be the pnvlosophy of aii rnst t*Eioﬁs;,iSppé caét;ng°is,a

_w\

. 'phllosophrcai sﬁBsét of flexrble seacefj_it.is a tool that can‘

';be used to achleve flewlble space, a toaqi- that may heip lnstl—

:tutlons better manage therr plant fesources., .., “:;"

v».,.
.

2
el
3
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 Distribugion 6f Resolirces - - :_j

-

Un1vers1t1es and colleges have flve bas-c resources. 'Eacu:ty;

s A , o . e

: S endowment Or state approprlatlon, T 1on, contracts ard -

grants, and phy51cal plant. The ph?sical ﬁlaﬁt Ksﬁace) is a

- R

'_resource that is expended 1n the acadenlc enterprl d has'

a&dlrect relatlon to the cost of 1nstructlon and research;;‘

‘j'_‘ The allocatlon of the resource 1s tied dlrectly to the overall

~

-transmltters,,and aavancers

aliocatron of these resources rs an exercrse of power.

. A 3

- r

The dlstrlbutlon of resources 1s eléher an econonlc ar

" e poiittcal process Mrilett states. In an economic process,

S J— ' .

4753 the allocatlon of resources is deternlned in a free market
) . K2

T . —

.if-relatlonshlp.. In a. polltlcal process, the allocatron of
. . <

: resources is made by those who govern.' It 1s also called a

plannlng proc éss whereln the decls-ous of a fef*

I . LY

'
e

many. . ”’?- v

lf«‘?-,;f; Before 1968 and the beglnnlng or }tudent unre the
. . "

N

[T

C oy ]

budgets of~§olleges and unxversrtaes wera made 1n a poil.-r 1cal

5'._, L

piannrng process, Budgets werfhpreoared by central-acacem’c

PN

and admlnlstratlve offlcer :

KA




X
s
I3

]

T PP ' O A
body of the instltutlon. The dlsruotions of th 1ate ]960 s

‘“:and eariy 1970s brought faculty and stadents lnto ne bud— o

getary process 1n the fﬁrm of represeatation cn conmrttees_.h
- and senates; But it.is Stlll a-polltlcal'plannlng process?:F_ '
ThlS proc ess; Mlllett argues,,has brougnt about avzery
‘complex resource aliocatlon procedure uslng accommodatlon,‘
) consensus bulldlng, and sometlmes iogroiling. Furthermore,r
rlnc eased student and faculty part1C1patL6h has come about
" f'at a tlme of shrlnklng 1ncome,' When budget *estrarnts are

'requlred facultles have been reluctant to make cuts in the -

academxc program.. fnstead they have chosen to cut §tudent

~

and other unlver51ty Seerc es.

;s;ons to be made on the ba51s of<supply and demand Mlllett
argues. What "se ells” is what people need, desire, and are.

; w1111ng to pay for. MIliett sees thls as 51mplwfv1ng the - 4
,budgetaxzc?rocess.? fdﬁf hzf-; f = :]', ';':,1 R ".f[m :

’

A Model for Spacerﬁost;ng

¢ Ly . B . .
R . |

Space costlng is & shlft from a- pollticai space~resource-1f“

allocatlon mechanxsm to one allow1ng market rorcés to come'

v

Into play. It is a decentrallzatlon,of Ehe reso?rce alloca- ;;f

LN

v ‘tlon process, butlthe degree of deceptr¢l1éa 'c_-is gu é 5=;ﬂi
r : k . .a:. \X ‘é - : o " o . ) -~ . '. ~ . BN S .:.. ~; l ’: !. l:
- The lllustrated model of space costrng sbown below re~:f:,,ﬂ
‘J" "ft L - .

dlstrlbutes the physrcal resources of the hnﬂvers1tv.ﬂ Itﬁi%iﬁ

T \a- T o\ e
g." muitifaceted w1th parts that can be used \ndeoenden y toSU PR

4 . . -
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2
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) o
L "Expended for heat ele.ctncxty . B
. W maintenance, etc ; ; .
RS PR §pace osting model L s )
) B A Instntutuon appropruatnon RS T SR P s

Bresdent vl
. Provost/vnce pfesldenl R S
‘._foracademlc affanrs ;5_ &
v‘_‘eolleges/departments ¥ ;;7 TR U
D AR y oo '

~ Physical plant departmenbfor o T T
heat electncxty, mauntenance ete., . owito T T

..‘A\

B actual operat;.ng and malnten nce cos\ts» of the faC.‘LlltlleS.
ThlS could also xnc.’cude amortlzat:mn a‘hd 1nsuz:ance 'I‘he - : 5

tOc.al ccsu_s of these components would be co**puted on -equare

. . - N
. foot per bullalngnba'is’ Grounds care can ,aﬂ:so bé _ncludeg

K For exclus:.vely heil;d sPace, @he charge< to. the depa'rtment

O I T LR

Qr college wcuid be the tctal bu.leJ.ng costs. : ‘Eér'shared

.-'4“; .
. , Vv

space, the* costs would be prorate& acccrdxng to tbe_. area

‘ . ‘ : : ) g o . B . .
lC S, RS _ . e . N s
— PR -t - . . . . W', . . A - -
ot a e .- Vb : * R 4
St .~
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p Q occupmed Multruse space such as ciassroows ard teac rng

J ER—

. . il .
b&se rates onfﬁﬁerlsiEaBIiIty of teachlng hours.; This" mlghth“

- v'

R | B.M. to 3 P M. Whlle ‘the'
. ;\«_"‘I vl ot . o -
equal the total charge for space over a sémé? f”f‘Clésses

hdd .
e . 5""" |

ta&ght at popuiar ttmes, wouid pay more per hour than'/;%5§e53

W
‘ i " . . B 3
\ R I LT <;', '.\' e . L ’

il oL A
Jea . o o Co-
R .

Vo

The funds for space costs would be Ellocated to the ooeratlng
budget of the college or department 1nstead of tofthe ohysx~,

cal plant department‘ Wlth thls type of monetary réégaﬁs-,"

Ul‘<

- lblllty, the academlcsmanager can more completely ee‘thé',,7

‘totai cost of meetxgg.the academmc ObjeCtIVéS of hIS coilege; :
or department Slnce resources can be substltuted nanagersﬁh'

beceme aware of the cost of space and envrronmentai sm:noort*~

ThlS 1s slmllar to the exper;ence of many 1nst1tutlons When

N

the1r telephone blllS were broken down and chargec LO 1td%~ ffh

ﬁ

v*dual Instruments lnstead of belng pu on one central o ; ,;;"

e -

) 3
If the plant department no- onger&pays the utlllty b ZI 1ts_«f

"eustomers" may heed the conservatton measures more cioseiy.f. :
S :
Hnder thls model the academl unlt becomes a cllent of"

the phys1cal plant department that woqld contract for serv1cés'\

t

Say; T " : v
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LN ' " . . . . ) . - .

s S A z . . e

L : ' il
. such as heat, aircond1t10n1ng~ electr fy; watei;‘and~sewace'

"_ as Well as‘custodlal serV1ces and'na’ntenance.. Swnce they are

r 'S erV1ce, the unlts w111 ha =1 1everage ~with the

.y

plant depurtment that they dld not have bero re. (If you ars

paylng $50 OOO for servaces, you make sure yolkﬂet them )

IS BT
-0

e S S S T VWVHQVQC”:;pL. g
RN eustodlallandgMalntenance SeerCE' L

'\.'

' :' The leVel of custodial and marntenaPCe serV1ces requlred

@j- would be determlned by the phy51cal slant Qeoartment and the
f academlc unlts.i Each party has 1nforTatron and expert1se

'regarding the needs of users, thelr act1V1t s bulldrng."
requlrements, and health and safety codes. From thesé dis-"“

cu551ons, an overall approach to operatlng and malntenance'

o

should deVelop that meets the phy51cal requlrements of the
“‘;: uséfs and the longterm 1ntegrity of the ouiiding and recog--
"nizes the budgetary restraints under which thesetserV1ces?

* are provxded and requlred The acaden1c manageriw1ll attempt

to get the hlghest level of serV1ce posstble forithe least :. ..-

-'costs,'and the physxcal plant dlrector w1ll be concerned w1th =

the longterm malntenance of the plant and the constraznts on;j

The plant department should e aole to of exr several
levels of servrce and prov1de the one tnat best meets the

_ user s - needs. Rout:Lne ma:Lntenance wog;..c: be serv:x;ceJ by the o

‘hysical plant department wrth the.ccst aoproval of the aca-

';_ demlc unit; Beferred malntenance nust not be allowed to




7
o -
o

1ncrease oeyond the cha ’”over perlod and a soeclal fﬂnd for .'%

. [

-

thlS purpose may be e ry to pay the pn‘s1cal olant
. . i ) \. . - . . . . . . . " i
: department SR § R e - : L
Efa. Ut;lltles . " :

~Ut111ty dlstribution 1s a natural monopoly" of phy51cal

L

-Q'}" plant ‘Energy conservatlon now becomes a dLal responslbllrtj

Q-

Y . o ,

S Theréfore thzi"customers"‘hlll beneflt from wor<1n~ w1th the
phy51cal plant department 1n determlnlng what strtctural |
gmechanrcal and electrlcal changes w111 reduce enelgy\Consump~
,%iom:‘ Capltal expendltures for energy controls shOnld no
longer be seen as competlng for other résources sincé'the.

payback perlods and beneflts to the institution and. the'f

academlc d1v151ons are. understood and w1ll be of dlrect .

beneflt to the unlts.

The physlcal plant department w1ll no. longer be in the

position of belng mandated to lower energy consumptron wrth
no control over the userss Under the proposed system 1t w1ll?;”
be a vendor of energy technologv. B

| Energy consumptlon is dlrectly related to. user‘act;v1t1egr
.For example,,a chemlstry department has a sealed bclldlng
requzrlng §ix air changes per hour, 74 hours a dav; seven days
a week bécaﬁse of the nature:of re h _ rphe pnvsrcal

plant admlnlstrators attempted to determine If it was needed

at nlght and at weekends, BuE they falled because of the

14




'

chemlstry department s territorialJreelwncs and the nature of

.
4 ».>

v
the spec1al eoulpment locatlons. But'if *ne cnemxstry;

were w1lllng to pay for lt. o .
B ’i.Frnallz; plant operation and naintenance can be charged

O el D . K T
. . " (3

”pgn;as_afdirectgexpense to a_research contract, under space cost-,

“the upward splral_of 1nd1rect cost; :At'the same tlme tne

contracting agency is paylng for '?e‘energgls'e' flcally use

for research Lnstead of a percentage of the'institution s‘"‘

°

overall blll If the accountlng is accurate, the'direct avj'

costlng of- space should benefit both :he _nst1tutlon and the

-
.

sponsorlng agency. I o

I S P |
‘ArRoom"WIth a View

Another aspect of appra1s1ng the "rent“ for an institﬁtioﬁfs};w

space beyond the area and tlme formula 1s to glve each room a
V] .

des1rab111ty factor.. There are a number of possrble

approaches and varlables'that can be_uséd to determvne wiiat

-

is space ﬁorth?" For example, all o::rces are not created”
'equal  Some are blgger ‘than others- sorie have v1ews,,soﬁe=do

_2 'not some are old and have charm, others are sterlle,'some T

p,are close to parklng, others are close to oower centers on .

- ..

14

campus.; Can a dollar value be placed on neSe 1ntang1blé vet

very tanglble Space attr1butes°

.~

e
&




SRR j A srmpier aoproach developeo bv La ter’JaEh rly and "John
- Blackburn for Duke Un1vers1ty, under zh lfT grant plaCEs all !

i y e

” space’ 1nto a free market pool‘ o _' e e

T ' "The optémum allocatron of space s achweVeo when *ull :

; rogram 3ust equals the value of the soaca o the program -

7wh1ch uses 1t; Prrces are set at levels whlch allow for
- (’

'_everythlng to. be sold Buyers purchase only 1f the prmce 1s L

;4.;.-” e ’ ’ " L rJ .
%ﬁhu a fa1r measure of thelr des1re for lL. The orrces at thch

N

_»dlfferent types of space are offered should be set at a level

suffrclent to clear the market, 1 e., to ensure full use of

space, but to leave no buyer unsa 'sfied......Space types in *

short supply will subsequently have to bear relatlvely hrgh

prlces......Space of a less popular tyae w1ll command rela—';;

tlvely lower prlces in order to attract enough programs “to

ensure It full use:";o o " :‘ : _: ." X '“4: S

¢

- Under thls system,'rents are charced to the act1v1tres
and therefore may not. equal the. costs of space usage. The
pr1c1ng of classroom space by deslrablllty or locatlon and

[}

i class tlmes may be another method of preventrng bunchlng of B

classroom and. teachlng labbratory utlllzatlon._
An alternatlve method of deternln rng .the value oflan;

__1nstrtutron s space is to compare'it witr sl. ilar space in -

ah

_ the” commerc1al market. U31ng the dfen rarket allows for easy @ -

'assessment of 1ntang1ble factors such as the age and condltion

4

(vrews, carpetzng, alrcondltlonﬂng, r1reolace) or the space,

pr— B
..




t

_nonprofrt agencres.;l;: o " . T i

transfer runds erectlj to the leaslnc denartment (*}: ' in

- 14 -

In a rural settlng, the rental fee could be determ1ned on the

N

annual amortlzatlon cost of a new faCllltV on a scuare Lfoot

v . -

s .

basis: Iz§or income generatrpn, thlS space—value fiiuré ccula

be used as the bas1s for computlng rental charges to outs1der

N -~ . .
. . -, . . -
. R R . .

. Al

- o -
It should be remembered that space costlng may not save

?

the 1nstrtut1on drrect operatrn& funds. Its purpose~1s~to

\ -

'ﬂlocal level through éentral rnformatron and clearanee 1nstead

g Coe ‘ N,
RN . b

'of wrth central referrlng. S R

- . 4
)

VAl

13
e

»slow down expans1on1st tendencles-aag\encourage epnomy at the o

IR TSN U
If there ar, 'ot—enoughi"cuStomers"-for a specific bUIid-f\

\

;1ng, then the,rnstrtutron should conslder alternatlves for the

b

.space such as rental,.dlvestlture, orvclosureur

AN

P
0.

gtlon from the gene;al\rnco e of the 1nstrtutlon to the operat-

- ing. unlt* Charges for space are collected by the 1nst1tutlon.

7

The value ofkthentransfer of funds lles in the abllrty of

vlocal unrts to substrtute space and. rent 1ncome for other

~fé§éﬁfcég': Space,shrlnkage by department A wéll accommodate

pay the central account addltlonal money for more space or

N SN .

charglng for the operatlonfof the phys1cal plantr nut the

o «Ixr-k
ot . .‘“l

¢

_expansron by department Bs The expandrng unrt (B) wrll eltherf

' The 1ncomé~to pay for space would come\from an approprla--._
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'Harvard srtuatlon - 1ts hlstory, endowment'~aﬁd resources'?—
. ‘ o w L

;Is somewhat unlque. Harvard'operates on the3"everv tub on
’ ] _Qq;«

'-. (l
) museum, and Lbrary is a séparate cost CEnter‘w1th 1ts own'

,lqpome from endowments,'tu1tlon, grants, glft% and contracts,

k_,Servicé requlred to support thelr m1551on1are purchased in a ¢

At Harvard the colleges contract w1th Bulldlngs and

Grounds (B&G) for the custqdlal serV1ces necés ry for thelr

T\
~

=t operatlon. The quantlty and level of servrce for tﬁe year is

vO

’ !"éetermlned jOlntlY by B&G and the collegé.h B&G aIso acts as

T

a utlllty that’ dlstrlbutes heat and power to the campde and
‘ .

. bllls the unlts for thelr consumptlon.

e ' ra

“q e
B&G feels the cleanrng arrangements developed Wlth each

- ﬂ

unlt -is .an educatlonal.process for both partles - but a

~ . <

trme-consumlng ones When necessary to cut costs for a college,

Y

B&G has even recommended contract cleanlng, but under B&G
‘ 4"- ' A - N e

5o

superV1s;on. ' ] , =

maintenance problems when the facultles of ﬁhe colleges 'f35i

"declded to use malntenance rEServe accounts to meet otherli’_

.s',:

.operatﬂng nee d But thls 1s what manv 1nét1 'ions'across

- “

the country dld 1n one form or another to meet the.f*scal

ix crlses ofvthe_lastgfew,years; Malntenance always seems to get -

o
a

‘;5cut flrstf I ':: R

S Major maantenance and emergenc1es are declded aowntly by -
R
B&G and the spec1f1c dean. Whén théré~ls a. disagreement ory

PR . : ‘ : '
R , . ‘

| ‘q ' _. - l‘ N | ‘18
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the necessrty of work there is an rnformal appeals oroccss to

R ';the senlor admlnlstrators. - ﬂ-~' . f : '.:

;\.
N :

- opératlng and malntenance cost of that space._-Observers report
I that the deans care about thelr bUlldlngS (sdme more than '_
a \n 7777777

‘others) llke homeowners or- landlords. Burldrngs nave ‘even been

sold by one coTlege to another.

Duke Unlvers1ty Medlcal Center has chosen the ETOB
approach as rts method for becoming a natronal medlcai—

,{research center. Each CllnlC and research department LS

o
glven a piece of turf and they have to keep it hot and @
;.;usupported . Departments are. expected to cover thelr dvrect

’ -

:and 1nd1rect (overhead) cost e The result lS "There 1s no poorly

l

i ,used_space; : Duke uses the square_foot as thé vehlcle for s
-. 'A i
KR, carrylng all lndlrect costs. Thls_lncludes phys1cal plant

lnsurance, amortlzatron, deprecratlon and grounds care as
:h;well as’ central un1vers1ty serv1ces and admlnlstratlon support
s aii'chés must be covered by 1ncome, the rncentlve to -use
ﬁly as much spacg as necessary is- strong. Duke does not
, dlrectly char’g’e indirect 'expenses. Each department chairman
is" “made aware" of.WhatIhis,i;hdirect ‘Gosts are and is expected

S

»:'to meet them.,,.'~ﬁ

L]

7%‘7; <;31 All plant charges are made on a per bulldlng pasis. .

*‘Departments that occupy a whole bulldlng know exactlv wnat.~

'aground care and parklng ma1ntenance based on the bulldlng s
j_fgross;‘rea. For shared space, the department rs cnarced for .
the_pereentage,of space occupred; | R o } N

' . . B ool L




"“.shOWn as a legltlmate expense

N

O

ERIC

Aruitoxt provided by Eic:

.

LW
P <. . .

. Depar ments of the Medlcal Center can aiso oiedgc to

providé'a*percentage of tne capltal collars for a neﬁ build-

3
’

’ing.. This dlrect 1nvestment creates a’ conconrnrum aooroacn

frnanc1ng and operatlon. . S — v

, -

B The prlme motavatlng factor for Duke Medrcai eenter to

[ A i .

f’r all env1ronmenta1 and other 1nd1rect'

charge 1ts uni ts

space costs is that 1t allows them to recover these costsi

4
v

‘.°

(Medicare, Medlcard; and Blue Cross, etc ) o The Center re-A“

céivés 4OA of lts 1ncome from Medlc and Jed%cald '?si'i'in--di

t.is.DrOperly allocated and

e

dlrect cost can be reimbursed

if
of . , _

'U

support
{ . , 4
The percentage of overhead recoverV'that an 1nst1tutlon

recelves is not rmportant What exoé ses that percentage‘F

@

'covers, however, is 1mportant. e

Brown Unlver51ty uses the cost per square foot as the

base for- recoverlng reésearch costs. ,
. F
costs of each campas building. Each department determines
the percentage of 1ts space that islﬁséd[for research, in=-
‘structron; and other aCthi'iés, Ec:.éxémsie, a2 research
laboratory will be used'iﬁi%.for reeearch‘ ,l-général‘{aborai
tory may be used 50% for research (tbe percencage mav be for
tune, area, or both) ',Brown_has determlnea that~32% of~its

education plant (and 11% of the campus plant) is used Zor

I

fc’résearchwand7covérs'that percentage of Ehé.Bﬁildingis‘operat;

ing and maintenance cost:

20

@

1ent care or rés ear ch o

- Brown cﬁfféﬁtivudetérﬁiﬁés the'operating_and maintenance

from_réséa'ch contracts and from Ehif& p rty relmbursements,gplrl
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The Unaversrtf of Pennsylvanla treats space as . an 1n—

P dlrect expe sé— Each department lsicharged "rent”.nasedgon

fusrng thelr 1nsurance value and spread Qver avSO-year amort;?

P

. “zatron schedule. ;Thrs,wasgdone to egualize 0ld and new space -
. K ; l 5 . e - o, ‘7 . ) ,7'. Vo ",‘l‘ ' ;-{
P L

‘yon campus.

I p»"r anh coliege ﬁas allooated the'monej necessary to meet

its rentt Beglnnlng 1n the 1976 77-aca::°1c;year1;each o

- college was funded 95% of its rent.  The Eaiéﬁéé7ﬁaé Eaiééﬁévif‘“

‘.g .‘ a

'iu.fund | The allocatlon to support the space charge w1ll be
reduced gradually, 1% a year, for the vext few yeaf‘?i_Thé
unrversrty reports that a éﬁéaé consc1ousness is developlng
slowly, and space exchanges are beglnnlng to occur that gIVe

-g*both'rellnqu;shlng and absorhrng:unrts relrefi

| Cons .

Although there are a muitftuéé of’beﬁefits for an Instltutlon
'aéépfiﬁg space costlng, some aspects of thls management system
. wWill not | Sult every user. Before maklng the frrst move, an

admlnlstration should carefully cons*der the followrng.

N

o Academlc managers are more lrkely to put thelr resourc s

or colleges.




"Jadmlnlstratlon w1ll have to secure the full coopergtlon and

R N A LA

PR
o~

N
s

a potentral probiem thh &eferred malntenance. “An ap§ a1

‘(m

-~

3,process or revlew s, necesdarv to settle sucn problems.q
o Academic managers may have to hlre operatlon or plant ' =

'.managers to oversee the systéﬁ‘and deal w1th the phys*cai

..

'; plant department. ThlS w1ll requlre addltlonal expen for

v

"4Salary and Offlce. ﬂ'-;q

"o Academlgeans mg§ re51st tnls type of resourCe alloca 4on ﬂ

Many Wlll say, "i am aﬁ educator, not a janrtor. ' eentrai

Y

cost accountlng for envrronmental resourdes or the system

wrli fail - badiy; Central.admlnrstratron wrll.have to-prove
S ‘- - /
.to the academlc unlts that it is to thelr beneflt to move iny

2

!thls dlrectlon.

o ‘The startnp costs fcr space costlng may be high,. . especraiiy

flf the campus has to start a space 1nventory system from '

“If an adminlstratlon 1nst1tutes cost aceountlng w1th a
'hldden agenda the.IESU1t w1ll be‘devastatlng; And blame will
fall on “that,neW'sfstem,“..éost accounting is a tool. e s
can be used as a plowshare of a swords | o |
. Mapagerial Conseﬁsus

Space costing requires an institution to make a commitment LA

that must ‘originate-with top administrators. Following this °

lead, the staff consensus must be broad, ‘otherwise a space

“costipy: System will not be fully effective:. Experience shows



ot . e 20 - . : . X
- , A \:; : ; . 2
. L - ) 1 :
h v . . . : A;/ . '
) ' ¢ : -, A > .
- - LS . P ¥ o
‘ w ; 4 I ¥ ov

f -" ‘

‘therefore all prellmlnary dlscﬁss10ns abo;t establlsnrnggSDace

> 4.‘ . —
' .,

..costlng must rnclude faculty, deans,'and/or department neads.u

- [ \'... o . . B N . Iy X
“ . \ vl &

R Space cos%:ng requlres a lot of 1nformatlon to be gen«'
7'> N - .l.‘ N "\ .

erated The~adm1nastratlon must ensure that evervone‘hqs ["'

v 'access to- the 1nformat16ﬁi6r else the academlc manasers wrll l-

m1strust 1t and also mlstrust decrsrons made by the certral—'

t‘a major beneflt

'~;r'1adm1n1stratlon. Duke Medrcal Center says tha

ﬂ}'”.ef rts space system is that everyone us1ng 1t works fron tne'
t . . J. - .H -,&u S L] ,-.- S .. ] o ] ! ,,‘y . I" ) ) . %
T same 1nformatlon«base. e ;vq,;.‘ e Ce :

ISR

e RO

o L Respensrbrlrty for the physlcal plant by academlc mann,;'if

agers may be v1eWéd as.a backward step by the,physrcal nlant .g

\ ) .
' )

departmentf But vrewed dlspa551onately the step 1s(—orward

L 7
. ;j srnce 1t,should lead to. better 'sé of the 1nst1tutrons"-

) o PR « e
r . » " ‘-

LT ;resdureés.= Under‘the traditiénal system there has

9

been llttle

.V-,, J

'5

K

ceordrnatron between the Plant managers and tne users of speee

i i 3

f ‘but by g1V1ng‘responsrbrllty for plant to the'academlc managers;

DTS |
.

- 4 ~ T \2.,., . e (_e
. e

expertlse of the plant managermbelnq called &b oh: to’ servrce jg’f‘
) Y
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© feh
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ble, for they are lmplemented by central”adm* ”Er Eion ;na,'ﬁ
5 Do TR

a7

bl

.

N Q the plant departmént w1thout rnvclveme tlof the user.‘ The‘. 1i
l, plant department“often operates from ‘a weaﬁ DOlltlcal base’ f;ﬁ*,gf
o Wrthrn the-;nstituticn and the beneflts of goed plant nanage— :

. . .‘; - [ L '

, ment are, underStood by enly a few.gl el
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1a-lstrators to cut élantrflrst. !ﬁéintenéneeif"“‘ _

g pone& even tho'§ﬁ7E7e_§9§t of*xt inclea ﬂ !
7”'{ £en§Q¢é; Lt aép: 'ilvan alway ?e,§§€“6§§ 5
;;é';'” 51 A -fig fatlén,pe 7 anc ng ace," o

S‘iongterm academlc BT

tlaware of this. 4

P

‘“

aeoar ent ﬁas not been o

;glg?iah$¢ §_eduCéte V&@‘camggs, partlcular1§ theoacademlc area;
R . as té“itSeﬁiéglon'W1th the un:;eféltv.,ffge{éégié of organlza-;‘
,“iii.taeg of’the~1nst1tﬁﬁxdn keeps f%ewtw u;éf.eﬁart;' Space céét;
= S ST e
iu_fn'lng aoesfnot ehenge the reportang llpes, but _t does cnange
1‘ the worklng fefeélbﬁshlp of plant o) tnae; its. purpose is .
ks lciear to the’ academxc unlts, the cosis of -its §éiv1ce are.
$_’3 clear aq% understood endgfhe.plant decareﬁént'ié §ééﬁ as ?

;~re$pcnsxve and responsxble to the agaéezxc miééiGﬁ-iﬁéEeé& of

. .
. i - 3
. "_ . a
S . ] seoof ] '
: ; Y 1 .
T to the bulldlngs. A
I R AT B
; R o L AN R {
‘f . « o EA .
vosE - 3 e 2 )
¢ - N [ 4o e K
S s * e
s
t3 b 1 - _ -
. R . : - P \ -\ B
) S
’ . -
o » N : B
- Qﬂl i o
. : i f N
. : .
r.\\ S o . .
Lo B2} i
~ : AY Pt . L. P :
- . ! s & . s .
. K : .
. . N e - a
v ) . - Wt ’ : a
i Somt : ~ Do
i L . . s
) [ 2 cw . o - .
) c " \E . T ST
bl P . - . .
o @RI LT e 2 . - :
e - \ [FRPERA S ,
L RO TR M ; ,
R S T oL . ’
- . . TERT I . « i -
X > . P ! - v
’ " . . - H
" . B n ot -
A .
S, . [ R 4
. - R
Iy
. . )
- g \ . v
. ; v . L
B ey e } ' 7 : .
< - S . PN
P s Wty - = .
< S e 5 - .
! - :
L Y 4 R, Y
. v v s
Qo . : i
o ;
ERIC . | |
K N




>

W FOOTNOTES 1 oo in e LR TR e

10

E i’; 11

gt
Loale®

C. George Lind, Digest of Educational ‘Statistics, 1977

‘ Ibld., Table 133

:Ibld.. p. 76.292.. |
1bid., B. 76.318. v;;. T R
'Ibld., p- 76. 316 i' s ' 2

(S . - [

S, R ., C . 1

Edition (Washington, D.C.: Naticnal Center ref-’

’ ;i_Educat1on Statlstlcs) T ble 37. .0 -

. ‘.,. . 5 ; v i _/ .- . : M ' N .ot . .
- ’ o g o i I

f Energy Conservatlon Programslin Cellegeseand
Universitieés 1972-73 and. 1974-75, jWash;ngton, ‘D. C
American Council on Educatlon, 1977) p. 24

.John N. Hobstetter,,"The Budget System of the Unwver51ty

- of Pehnéylbéﬁié,' Almanaerzo 24 (February 26, 1974)%
o s el ,
Charles Andersern, Ed., A Fact Book On ngher Educatlon,;ﬁ,‘

(Washingtom; D:C:: American Council on Education; 1975)
R+ 76: 291* : , L | NS

4"John D. Mlllett, Allocatlon Dec1s10ns 1n(ngher Educatlon,,

(Washington; D.C.: The Aeademy for Educatlonai

Bevelopment i§76)

- Walter MatherlyL Informatlon Needs- Overvrew,;(New York. B

Educatlonal Facrlltles Laboratorles, 1969), ‘PP 6—7.

John Bunworth and Rupert eook "Hnrversxty Teachrng wf’;::;_
: Accommodatlon -~ Its Use dnd. Allocatlon," Higher - -~

‘Educatron Revlew, Sprlng 1975_ Pp."59-76. . "
| - = ?'i _-l:
< 1 . ‘ o
X 25
? E \ =



' Andersen, Charies,

Mliiett, John B—'

ntelsek Fnank J and Irene»L Bomberg.‘ EnergyﬁCosts anQ

E&\ A Fact Bbok OnuﬁlgherﬁEducateon _
hashxngton, D: CfL AmerlcanACounCLI on_ Education; \l,ha. !

e - A oo ni
s . o . . \ b
ST = 23 = ;
- M : )
) _ - .. 1 _V'T- . '. ~; -". - N
Lo L Vo N S
< ‘e s R
% s _ . T , s
- . » . . ol # l ¥
opns . o .

b;-;k

EdncatlcngRev;ew, Sprlng 1975 pp. 59~76,.

.- Ehergy Censervation Programs in’ Ceiiejes,and:Hn.ve.szt.ea
7; " 1972-73 .97, Washlngton, B C.:vAmerlcen COuanl
'i;f .o Educatlon, 1977 S g. _d .:_ - :

“ohifi and Rupert Ceek* "Unlversrty*Teadhing "i'l o
modation . -- Its Use an& Allocation:". Higher, .-

Hobstetter,

Mat Eerly, Walter.

thn N,

.@

lnfo;matlongﬂeeds‘fOverview.; New York.__-f

Educatlonal Fac;lltles Laboratorles, 1969 .i.»: '&{;‘

Washlngton, D. .C.

11976,

.
N
v
.
'
e
I
-
\

A1iocat1onfﬁecxsxonsgingﬂ;ghexgﬂducatgcn

[y

o
N
i -
. . e
-
Lz ’

:- The Academy for Educational Develocwene,

- » ) o e,
J, . - . . i 7,\, S . o : .; .
‘ ' P . . N . - ey L,
. . t- ) ” - X o . .
- . ~ . .
: -, . . PR
’ X

n . !
e
. " - .
o . ‘
oL : ) “
. ~ ' TA. ’ .
Tk - '
LR ¢ :
. - o N - .
e -
LI . RN
L) . . ;
- ! . . . .
) B N . N o ‘;)‘{;w .
. I - -2 e =
. ~ ‘
: . : ¢ ,
-k . : v,
A ' e 4
.o T K i
e : i -
. ‘ 7. ! -
. . H . «
- » C i
@ L g
2SR e
.26
gl
. )

‘“TheiBudget System Of the UnlverSLty cf };'
Pennsylvanla,? Almanac 20 24 (February 26 1974) g












